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Support needed to make tough calls

By Becki Dobyns
Headquarters

Supervisors in the Corps are scared. They’re afraid
of lawsuits and grievances. They’re afraid of doing
things differently and, mostly, they’re afraid of tak-
ing tough actions. The fear, sustained over time, trans-
lates into inertia and dysfunction.

All too often, supervisors don’t do the right thing;
they do the safe thing and later convince themselves
it was the right thing. Look at just two examples —
firing and giving awards.

Say you’ve been goofing off on the job. Want to keep
goofing off yet avoid getting fired? You know what to
do — just file a grievance! That’ll get ‘em running
scared and then you can relax. Play a little solitaire.
Surf'the ‘net.

Frequently, that’s how it works. The slackers sub-
merge into apathy and the workhorses shoulder a
heavier load. A lopsided work situation limps along
even more visibly. Teamwork falters. Stress, resent-
ment and ¢ynicism mount.

The grievance system itselfis not to blame. Most of
the time, it works as intended. But supervisors’ fear
of retribution hobbles and eventually cripples the or-
ganization, harming most those who contribute most.

Then there’s the award system. The term “incen-
tive award” is a joke. Incentives? In most cases,
awards have become entitlements, merely yearly bo-
nuses, expected and demanded despite the level of per-
formance that supposedly generated them.

Some supervisors seem to have forgotten the pur-
pose of awards — to recognize (set apart, make spe-
cial) outstanding work, thereby perpetuating con-
tinued strong performances. Because supervisors
are afraid of grievances, everyone in an office or a
team gets the same award. Equal recognition for
unequal work. Then they rationalize their actions
in the name of fairness and maintaining workplace
equilibrium. But giving everyone the same award
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What you see is what you get.

This is a basic principle I have experienced time
and again. I step up to the golf tee. Using my past
performance indicators, I am so confident that I’ll
hit the ball into the lake that I reach into my bag
and pull out a special ball — my water ball. I
shouldn’t be surprised when, just as I'd subcon-
sciously planned, my ball
lands in the lake.

is neither fair nor harmonious.

Those who contribute least see that their level of work
doesn’t matter. They’re still getting an award, so why
work harder? Those who contribute most see the futil-
ity in excelling since their work isn’t seen as any more
special than the laziest or least competent co-worker.
That’s not a reward! And it certainly isn’t an incen-
tive. It’s a disincentive.

Sorry, but sometimes be-
ing fair means treating

as it supports those filing complaints.

I have heard Lt. Gen. Joe Ballard, Chief of Engi-
neers, and Maj. Gen. Albert Genetti, retired Deputy
Chief of Engineers, both rail against award abuses.
They’re right. But we must take a step back and look
at the big picture. It’s easy to lecture people sternly
and tell them to run a tighter ship. It’s also easy to
limit the funds available for awards. But award abuse

is the symptom, not the

people differently. A guest
speaker at the Senior Lead-
ers Conference several years
ago said, “If you want to lead
sheep, be a shepherd! But
don’t manage people because
they’re not all alike.”

Our pay scale system
couldn’t work like that. GS-
14s get paid more than GS-
7s because their level of
work is different and they
(allegedly} offer greater value

“What is called for is an
organization that supports
supervisors making the tough
decisions just as much as it
supports those filing

complaints.”

ailment. If our leaders
really want to fix the prob-
lem, they’ve got to sup-
port courageous decisions
with more than rhetoric.

Yes, it is right and
proper to hold ourselves,
and others, to high stan-
dards. It is right and
proper to do the right
thing simply because it’s
the right thing to do. Ul-
timately, we have to live
with the decisions we

to the organization. So they
don’t get paid the same; they get paid more because
their work has higher value. What would happen if
you tried paying everyone the same salary? Chaos —
not harmony. Would you be regarded as fair? Hardly!

I got to thinking about supervisory fear while listen-
ing to a retirement speech by Col. Robert Fernandez,
former Chief of the Commander’s Planning Group in
Headquarters. He urged those continuing with their
Corps careers to do the right thing simply because it’s
the right thing to do. My hope is like his -— that our
ethics are stronger than convenience or comfort.

One of the seven Army values is personal courage.
We don’t see it much in practice. That’s because what
is called for is more than courage.

What is called for is an organization that supports
supervisors making the tough decisions just as much

make and thus we must
live our lives accordingly.
Living ethically, living the Army values, won'’t be easy.
But support from the top would mean we weren’t mak-
ing the tough calls alone.

Support for courage would invest in people on many
fronts. It would mean better hiring as well as firing.
It would improve our business processes by encourag-
ing innovation and risk taking. We wouldn’t be the
same stodgy, overly-conservative, do-it-the-same-way-
we-did-it-last-time organization. The U.S. Army Corps
of Engineers would be a progressive, stimulating, and
truly rewarding place to work.

(If you’re interested in ethics, check out
www.charactercounts.org, the web site of the Joseph-
son Institute of Ethics, a non-profit organization dedi-
cated to advancing ethics in business.)

implementation underway

ter we look in the rearview mirror to see how far we
have traveled and count and analyze the bumps in
the road. '

This need not be the destiny of our organization.
Through the evolution of our strategic planning pro-
cess, our corporate leaders have realized that, be-
sides measuring and accounting for what has al-
ready happened, we need to measure our capabili-
ties across all functions to travel the road ahead.
Twenty years ahead, in fact.

Did I say evolution?
Maybe I should say revo-

Fortunately for us all,
our organizational leaders
understand this principle
and have set forth a stra-
tegic vision (a conscious
corporate picture) of a suc-
cessful future. We are
quite deliberately plan-
ning and moving toward
not just surviving but
thriving in the next mil-
lennium.

“The Performance Measure-
ment Focus Team recently
identified a dozen strategic
measures that focus on the
critical missing dimensions of
corporate direction...”

lution! A cultural
change, really.

What type of perfor-
mance measures are we
talking about? The
health of our mission, the
well-being of our client/
customer relationships,
capabilities and innova-
tion (human and techno-
logical), and business
practice developments

Now, consider our per-
formance measurement
system using the same principle. We travel in the
direction of our strategic vision daily, but each quar-

and improvements.
That’s the framework —
four critical dimensions of our business.

The Performance Measurement Focus Team re-

cently identified a dozen strategic measures that
focus on the critical missing dimensions of corpo-
rate direction not addressed by the traditional Com-
mand Management Review (CMR). Operational
measures will still be collected and analyzed by pro-
gram managers, and assimilated for the Chief of
Engineers. But they will be discussed at the execu-
tive level only when the operational performance
signals a larger impact on corporate performance.

The strategic corporate measures will facilitate
and focus senior executive discussions on our cor-
porate performance targets, not just yesterday and
tomorrow, but to our 2020 vision and beyond.

Where are we in implementing the CMR Plus
(CMR+)? Last month, the strategic measures were
refined by focus teams and other Headquarters
staff. The major subordinate commands will be in-
vited to give their input, and our ultimate goal is to
present the third quarter information/data in the
new CMR+ format next month.

More information about CMR+ can be found at
http://www.usace.army.mil/sbsp/cmr.

We must never let our past performance define
our future capabilities. Instead, we can use the past
as a baseline to transform our future and measure
how far we’ve come. Be sure to keep your attention
focused down the road and what you’ll see is what
you'’ll get.










































